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Extending organizational socialization: An Australian Army perspective 
The literature on socialization is by no means new, with over 300 articles published on the 
topic in communication, psychology, and business journals (Taylor & Kent, 2010). However, 
issues surround the use of the term, with scholars often defining it in a multitude of ways 
(Feldman, 1981; Kramer & Miller, 1999). For example, an earlier review of socialization 
literature by Feldman (1981) noted the ways in which socialization had been conceptualized: 
as the relinquishing of pre-existing attitudes, values, and behaviors (Van Maanen, 1976); the 
acquisition of new self-images and involvements (Caplow, 1964); or as the learning of 
organizational goals and rules (Schein, 1968).  
Despite the lack of consistency, most definitions of socialization acknowledge or allude to the 
idea that it is a process in which newcomers become organizational members (see Ashforth, 
Sluss & Saks, 2007; Bauer, Bodner, Erdogan, Truxillo, & Tucker, 2007; Bullis, 1993; 
Feldman, 1981; Hart, Miller, & Johnson, 2003; Jablin, 2001; Schein, 1968; Taylor & Kent, 
2010). As Schein (1968) suggests, the process of socialization involves learning the ropes, 
being indoctrinated and trained, and being taught what is important in an organization. In 
other words, socialization focuses on how individuals learn the beliefs, values, orientations, 
behaviors and skills necessary to fulfill their new roles and function effectively (Ashforth et 
al., 2007). Research suggests that socializing newcomers can lead to increased performance, 
organizational identification, job satisfaction, and organizational commitment, as well as role 
innovations and reduced intentions to quit (see Ashforth et al., 2007; Bauer et al., 2007; Hart 
et al., 2003) 
As Hart et al. (2003) note however, socialization research typically only considers 
newcomers, and in doing so, neglects incumbents undergoing changes due to shifts in 
organizational priorities. This research gap exists despite researchers acknowledging that 
  
socialization is part of all work transitions (Van Maanen & Schein, 1979) and that employees 
go through resocialization whenever they encounter a restructuring or change jobs within the 
organization (Chao, 1997). If we accept Jablin’s (1982; 1987) view that socialization is 
essentially an organization’s attempt to mold individuals to meet the organization’s needs, 
then it is valid to suggest that socialization is not just relevant to organizational newcomers, 
but also during periods of organizational change.   
While Jablin’s (1982; 1987) view extends the notion of socialization beyond organizational 
newcomers, it takes an organization-centric view of socialization. Kramer and Miller (1999) 
note this is a failing of earlier socialization research. Indeed, this work focused primarily on 
the way organizations influenced individuals to fit with and meet the requirements of that 
particular organization. More recently, broader conceptualizations of socialization highlight 
that it “may be considered as a central process through which individual-societal relationships 
are mediated” (Bullis, 2003, p. 10), and in doing so, extend socialization beyond the 
organization-centric view. 
The literature presented thus far offers three perspectives, some of which are frequently 
overlooked: (1) socialization is needed to assimilate newcomers into an organization; (2) 
socialization can be used by organizations to mold individuals to meet the organizational 
needs during periods of change, and; (3) socialization is not restricted to individual-
organization relationships, but may also refer to individual-societal relationships. 
Aligning with these perspectives is the idea that socialization is a life-span developmental 
process, beginning from childhood through to employment and beyond (Jablin, 2001). More 
specifically, Jablin (2001), in his review of the nature of communication processes associated 
with socialization, acknowledged four stages of socialization: 
  
1. Anticipatory socialization, whereby society - and organizations themselves - can 
influence a person’s expectations and beliefs about a particular occupation;  
2. Organizational entry, in which organizations provide new organization recruits with 
information regarding expectations of the occupation and work environments; 
3. Organizational assimilation, which considers how employees become socialized or 
integrated into the culture of an organization; and finally   
4. Organizational exit, whereby employees disengage from work environments and, in a 
sense, are un-socialized from a particular work environment and integrate back into 
society. 
The Australian Army provides a unique case in which to consider the three perspectives of 
socialization offered above, but also to expand on Jablin’s four stages of socialization to 
include the notion of organizational change. What is unique about the Australian Army (or 
for that matter, any defense role – Australian or otherwise – that sees personnel being 
deployed for periods of time) is an ongoing cycle of socialization and resocialization as a 
result of frequent organizational change (i.e. active deployment and then returning to non-
active duty). More specifically, in this theoretical paper we suggest that the Army follows 
Jablin’s arguably linear stages of socialization (i.e., a period of anticipatory socialization, 
followed by organizational entry, assimilation, and exit). However, we context that there is an 
additional stage between assimilation and exit, and that this additional stage would comprise 
of two parts. The first part would involve a period of socialization each time soldiers are 
deployed for active duty (e.g., they may have to learn what is expected of them in a different 
work environment and then assimilate into a culture that is specific to the Army during active 
duty). The second part would involve an added period of resocialization when the soldiers 
return from active duty (e.g., they may have to re-learn the behaviours expected of them 
during non-active duty and re-assimilate themselves into a culture that is specific to Army 
  
during non-active duty). This additional stage is likely to be cyclical in nature, in that soldiers 
are often deployed multiple times throughout their careers.  
By drawing on (a) the three perspectives of socialization noted in this paper, (b) the expanded 
stages of socialization, and (c) the view that communication is “one of the most central 
elements” of the socialization process (Hart et al., 2003, p. 494), this theoretical paper seeks 
to propose relevant implications for and of organizational communication relevant to the 
Australian Army when socializing its employees.  
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